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The characteristic our 
modern civilization its immeasurably powerful 
technological system. Every part our daily life 
influenced it. Technological changes our cul- 
ture have caused continual social and ideational ad- 
justments and necessitate constant thoughtful consid- 
eration everything do. The pace social 
change rapid and compelling that all business 
administrators are forced make frequent decisions 
abandon old ways and adopt new procedures. Ad- 
ministrative decisions which involve changes the 
skill relations the acceptance new tools and 
machines are difficult, but they seem easy when 
compared with those which necessitate changes 
the social relations the human beings who make 
the organization production. 

The human factors industry are little 
understood, despite the fact that they are greater 
importanceto our industrial life long studied 
and comparatively well known technical ones. Re- 
search economic and technical problems has de- 
veloped rapidly; research human problems in- 
dustry long delayed and only beginning. our civ- 
ilization continue advancing must study the 
relations human beings industry and understand 
the human problems workers and managers. 

The Committee Human In- 
dustry the University Chicago primarily con- 
cerned with the scientific study the social relations 
human beings economic institutions, and with the 
investigation the behavior the individual mem- 
bers thesesystems. Itsinterests include the study 
the social organization factories, union social 
organization, the relations management and work- 
er, the human problems retail and service enter- 
prises, the social place management, the worker 
and the factory the community; race and ethnic 
relations industry and the unions and other hu- 


man problems which are related the economic ac- 
tivities contemporary society. The Committee 
has researches under way many these prob- 
lems, Our interests are both scientific and practi- 
cal; from our research hope add the com- 
mon knowledge about the nature man and society; 
its application believe can help solve some 
the perplexing problems today. 

The present study, "The Man the Mid- 
dle,"by Dr. andDr. William Whyte, 
deals with certain social changes which are taking 
place the status supervisors factories and 
service enterprises. Among other things, demon- 
strates that the position the lower levels super- 
vision are undergoing similar changes industry 
and business and that deal with the attendant hu- 
man problems one must have scientific under- 
standing what taking place human relations 
the business and industrial structure. 

The members ofthe Committee Human 
Relations Industry are: George Brown, School 
Business, Allison Davis, Department Education, 
Burleigh Gardner, School Business, Frederick 
Harbison, Economics and Industrial Relations Cen- 
ter, Robert Havighurst, Department Education, 
Everett Hughes, Department Sociology, Neil Jacoby, 
School Business and Secretary the University, 
Lloyd Warner, Departments Anthropology and 
Sociology, and William Whyte, Department Soci- 
ology. 

The business organizations which sponsor 
the enterprise are: Container Corporation Amer- 
ica, Goodman Manufacturing Company, Libby, 
McNeill and Libby, Sears, Roebuck and Company, 
Soreng Manufacturing Company, Visking Corpora- 
tion, and Western Shade Cloth Company. Dr. Whyte's 
research has been financed and sponsored the 
National Restaurant Association. 


FACING THE FOREMAN'S PROBLEMS 


William Whyte and Burleigh Gardner 
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The worker longer holds the center 


the personnel stage himself. recent months 


the foreman has stepped into the spotlight one 
the major problems industry. 


Chairman, Human Relations Industry, University Chicago. 
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The Foreman's Association America, 
founded 1941, has carried highly successful 
organization drive. Through December 1944, the 
FFA organized 152 chapters with total membership 
33,000. Through the years 1943 and 1944 the 
union was involved twelve strikes, all them 
key war industries. 

This development upon the indus- 
trial scene. Foremen have heretofore always been 
considered part management, and yet here find 
part management striking against management. 
Clearly this indicates that there are serious prob- 
lems adjustment within the structure American 
industry. 

The special panel appointed the Nation- 
War Labor Board investigate these problems 
has recently presented its findings. The panel finds 
that matters ofsalary and working conditions played 
avery minor role the unionization drive and the 


concerned over their security and over their rela- 
tionship with their superiors management. The 
panel recommended that companies involved these 
disputes set grievance procedures order 
meet such problems. 

feel that this important step to- 
ward building cooperation industry, but als 
feel that formal grievance procedures will meet 
the real needs the situation unless management 
gains clearer understanding the position and 
problems the foreman. 

The research, which are reporting 
here, designed contribute toward that under- 
standing. was carried independently the 
panel hearings companies not involved disputes 
before the panel, and our conclusions were reached 
before publication the government report, but nev- 
ertheless our study treats essentially the same 
problems that came before the panel, and our analy- 
Sis coincides withthe conclusions the government 
many respects. 

feel that this parallel important. 
However, not here simply duplicate the gov- 
ernment's report. aim behind the scenes, 
show how the problems arose, show how the 
foreman feels about his situation, and finally pro- 
vide approach the problem which will enable 
reestablish cooperative relationships 
with its supervisors, whether through formal griev- 
ance procedures through other channels. 

The foreman the man the middle 
industry. Especially inthese war years, has faced 
increasingly difficult problems dealing with his 
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working force, and his behavior his supervision 
vitally affected the manner which super- 
vised higher management. Therefore, order 
understand the foreman, must put ourselves his 
position, looking both ways and down. 

this report are first concerned with 
"Human Elements Supervision," with the sorts 
foreman behavior which build destroy cooperation 
between management Then, look- 
ing "The Position and Problems the Foreman," 
are concerned with the supervisor's relationship 
with higher management. ask what sort rela- 
tions between supervisors and their superiors will 
make for the most effective teamwork all levels 
industry, from workers top management. 
our conclusions present approach which de- 
signed advance industry toward that goal. 

present here not only collection 
facts and more importantly new way 
analyzing these facts. For years the orthodox per- 
sonnel men have been preaching the doctrine in- 
dividualism. Their gospel has been that individual 
differences should recognized supervision and 
that every man should treated individual. 

far goes, this sound approach, 
does not carry the executive personnel man 
very far solving the problems human relations 
the complex structure modern industry. 

When the worker foreman faces prob- 
lem, the question usually asked is, "What kind 
fellow he?" Without neglecting that question, 
ask, "What kind situation it?" find that 
when concentrate too much attention upon the in- 
dividual's personality, neglect see certain fac- 
tors that are the utmost importance influencing 
behavior. 

order understand the functioning 
industrial organization, have found useful 
study the individual his relationships all the 
people withwhom intocontact and study 
system humanrelations. Every social system has 
structure consisting all the different relation- 
ships among the people who participate it. There 
the formal pattern relations between different 
levels, between foremen and workers, those be- 
tween departments work groups, and on. 
There are also the informal relations friends, 
cliques, recreational groups, with all the many ac- 
tivities and attitudes which link people together. 

Not only does every plant work group 
have this structure relations among people, but also 
there what may speak state equilib- 
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rium which there are forces acting disrupt the 
group and forces which hold together. Since 
group completely static, there are always proc- 
esses change under way, some which are 
changes within the internal balance relationships 
among members the group and some which are 
changes composition the group itself. Thus 
labor turnover change composition the 
group, and, when high, may thought con- 
dition where the disruptive forces are stronger than 
the cohesive forces that the individuals move 
readily out the group. 

have found that the building cohe- 
sive working group with high morale depends pri- 
marily upon the sort human relations which grow 
among the workers and between workers and their 
supervisors. new industries and industries 
where there has been great influx new workers, 
this sort stable equilibrium can only achieved 
the foreman conducts himself with unusual skill. 

the past was commonly thought that 
the worker was motivated primarily material in- 
terests, that his job satisfaction depended upon 
wages and working conditions. The pioneering ex- 
periments the Western Electric Company2 showed 
conclusively that this was not the case, and that 
understanding the behavior the workers depended 
upon knowledge human relations. Our own in- 
terviews withworkers the wartime high 
labor turnover was primarily due the availability 


jobs and not simply result the high wages of- 
fered. That is, workers longer had remain 
job which provided them with social satisfac- 
tions. They could escape from uncongenial sur- 
roundings and blundering foremen order try 
their luck elsewhere. 

The foreman, like the worker, human 
being seeking human satisfactions. Panel 
the National War Labor Board has demonstrated 
that economic motivations areno more dominant for 
the foreman than they are for the worker. 

Therefore, are understand the 
problems, must study system 
human relations which acts. This means 
that cannot simply look upon the foreman 
individual personality problem. member 
social system, system made parts in- 
terdependent that major change one part the 
system inevitably has repercussions throughout the 
system. This means that when undertake im- 
prove the supervisory skill the foreman, must 
consider his relations with his superiors well 
his relations withthe workers and that when con- 
sider improving the relationships between foreman 
and higher management must the same time 
consider the problems the foreman faces dealing 
with the workers. presenting this discussion 
the problems supervision, therefore focus our 
attention upon the foreman member social 
system. 


HUMAN ELEMENTS SUPERVISION 


TEAMWORK 


The effective supervisor thinks and acts 
isolated individuals but individuals the so- 
cial context the work situation members 
groups teams. 

the gospel the modern personnel 
man that every individual different from every 
other and that the foreman should recognize these 
individual differences his supervision, That 
sound principle, but the effective supervisor goes 


See Mayo, Elton, Human Froblems Industrial and Roethlisberger, F.J. and Dickson, 
Management and the Worker. These volumes represent the first steps with the general approach 


far beyond recognizes that whenever these 
different individuals work together for any period 
time, they build system human relations, 
which powerfully influences their behavior 
job. The effective supervisor recognizes that 
dealing with group, acts build its solidar- 
ity, and wins the support the group the 
that must done. 


"One Rotten Apple" 
can best understand the influence 
the foreman upon teamwork look first bad 
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example. This the story worker who had re- 
cently changed jobs and was telling about his 
previous foreman: 


really think was almost ready have 
one them nervous breakdowns whatever you 
call them. was dreading going down there all 
the time, and then when I'd get work I'd 
worrying about whatSam was going 
next, and really was doing something 
me. works this way: the foreman and 
ask something about what I'm supposed 
doing gets nasty and sarcastic me, and 
don't give any help, tells fig- 
what want him todo about it. And then one 
the girls comes upto and asks question 
and get nasty her, just because this guy's 


been sarcastic me. Like one the girls 


come upandask meto help her, she'll ask 
question about how something, and 
tell her herself, haven't got time, 
use her maybe she wouldn't have ask 
many questions. And isn't because don't 
want help her, because would. It's 
just that makes feel better yelling 
her after somebody's been yelling at-me all the 
time. Now, didn't feel that way I'd tell her, 
sure I'd help her, and didn't have time right 
that minute I'dtell her wait for half hour 
something and then I'd downto help like 
helpful people when can, but when you 
got somebody over you that's making things mis- 
erable for you, why you just seem naturally 
take out the ones beneath you. I'd act 
this way the girls, and then when I'd come 
home I'd acrab tomy wife and kids. worked 
that way with everybody down the plant that 
department pretty soon everybody was yelling 
ateverybody else. You know what they say one 
rotten apple enough ruin whole barrel. 

I'm making less money, but that don't matter. 
You can always get money, but you can't always 
get your health. 


and Lou: The Two Extremes 

can see both extremes supervisory 
behavior look into the cases Logan and 
Lou Smith, who were, successively, 
chemical plant. 

Logan was college graduate with 
excellent background chemical engineering. 
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foreman the company knew the technical proc- 
esses better than did. Nevertheless, such 
poor job that the company had transfer him. 
Why? 

The workers under Logan were highly 
skilled men considerable experience, but did 
not trust them know their jobs and their work 
conscientiously withafew exceptions. This general 
lack confidence was bad enough, but the exceptions 
made worse. One worker commented: 


There was one operator that could never 
anything wrong. That's the way Logan 
looked it. would hold that man 
model. Whenever had anything new try 
out, would start that man's shift. 
never restof usachance. Now didn't 
think that man was any better than were, 
naturally resented it. 


the other extreme were the men who 
never coulddo anything right. One worker discussed 
the problem this way: 


Logan used get down man and then 
would blame everything him. There was 
one manhere that Edreally ran off the place be- 
cause couldn't take it. Then one time 
was down Joe and Joe couldn't anything 
right. Later was down Leo. got bad 

once Leo almost hit him with hammer. 
Matt wanted take crack him, too. 


The men felt that these personal criticisms 
were unfair. They said that they were all skilled 
men and that, while they all made mistakes, there 
were operators soinferior the others that they 
deservedto especially singled out. Furthermore, 
they felt that the foreman could mistaken fix- 
ing personal responsibility because man's difficul- 
ties might arise from conditions left him the 
operator the preceding shift. was the general 
opinion thatthe foreman simply felt the need hav- 
ing scapegoats upon whom could vent his feelings 
irritation over any operational difficulty. 

This situation reacted directly upon the 
technical side operations. Logan frequently 
gave detailed orders designed meet certain oper- 
ational specifications. The operators, judging from 
their long experience with the equipment, sometimes 
felt that the stipulated adjustments would not yield 
the required results. Knowing that they would 
blamed the objectives were not attained, the men 
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simply operated the equipment they judged best 
and "boiler-housed"the That is, they 
put down the readings Logan would think correct in- 
stead those actually observed. 

This practice was exceedingly widespread. 
The men looked upon simply way protect- 
ing themselves from unfair criticism. conse- 
quence, while Logan may have suspected that the 
men were "boiler-housing" their readings, never 
knew exactly how the plant was operating. His be- 
havior human relations prevented him from gain- 
ing even the technical knowledge that was needed 
order his job well. 

There was another falsification 
the records. There were certain men who, or- 
der win the favor the foreman, would cover 
their own mistakes recording fictitious readings 
but would leave conditions such that their relief op- 
erators were bound get into difficulties. 

Similarly, were some who, when 
they got into trouble, complained the foreman that 
the men they relieved had left conditions mess. 
The men that Logan encouraged them crit- 
icize their fellow workers. This was one way 
gaining favor withthe supervisor. created prob- 
lem even for those who did not "squeal" their fel- 
lows, the following story will indicate: 


Logan used listen what the men 
would say about other operators. trusted me, 
and some the men suspected that was snitch- 
ingonthem. That's what Joe thought when got 
down me. When found that out, got Logan 
tell Joe the truth that wasn't that 
Things like that gave mea lot trouble. 


seemed that almost every move the 
foreman had disruptive effect upon the working 
group. When criticized worker before his fel- 
low, that man would "lose insecure and 
resentful. When the foreman bore down the men, 
trying lay the blame for any mistakes, forced 
them cover for themselves and try shift the 
responsibility others. When encouraged the 
men criticize each other, created such at- 
mosphere suspicion that the workers were afraid 
trust anybody. Logan built situation 
which worker could win the favor the foreman 
only being disloyal his fellow workers. 

men under Logan were working 
highly interdependent processes, that teamwork 
was prime essential for efficiency. The foreman 
destroyed the team. 


) 


Logan was supplanted Lou Smith. One 
the workers had this say the change: 


Lou Smith entirely different from Lo- 
Logan would come here and tell 
what changes had make and that was 
all. could figure out from that what 
were making, all right, but never told us. 

Lou comes and tells that 
have make certain product and asks how 
think ought about it. say us, 
"You fellows know more about this than do. 
What you think?" course, really knows 
lot more than do, but that flatters us, and 
we'll figure out with him the way ought 
it. 


The new foreman discouraged the workers 
from bringing tales him, and handled his own 
criticisms quite differently. discussing his use 
the Daily Operating Data Sheet, said: 


That sheet not there primarily for 
checking. The purpose enable the men 
know what they just looking over 
that sheet, can tell how things are going. 
something just ask the men explain 
me. never try fix responsibility say 
whois blame. man's explanation weak, 
knows well Ido. don't have tell 
him. Intelling me, tells himself. That's all 
that necessary. These men are very sensi- 
tive. They have thin skins, and they take great 
pride their work. 


This does not mean that the foreman 
should never criticize worker. means that 
should weigh his criticisms carefully and, making 
them, aware not only their effect upon the in- 
dividual but also their effect upon teamwork the 
group. 
One the workers summed the feel- 
ings his fellows toward the two foremen when 
said: 

Inever wanted anything for Logan 

that didn't have do. I'll anything can 
help Lou Smith, 


When the foreman became member 
the team, the workers longer had protect 
themselves from the pressure his criticisms, and 
they stopped "boiler-housing" the chart readings. 
Thus Lou Smith could gain accurate picture 
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the operations the plant any time. his own 
admission, did not haveas detailed knowledge 
the technical processes this plant had his pred- 
ecessor, yet, with the cooperation the workers, 
was able reach level efficiency that had 
never been attained Logan. 

The change relationship between work- 
ers and foremen also led changes relations 
among the workers. The men were unanimous 
that they got along with each other much bet- 
ter than they had under Logan. The group was not 
completely harmonious, for, while the men knew that 
one was "squealing" onthem any longer, they could 
not forget that certain them had been guilty that 
the past. The disruption caused blundering 
and aggressive foreman like Logan not easily 
healed over, but Lou Smith had gone long way 
building teamwork. 


Teamwork and Labor Turnover 

recent study Elton Mayo and George 
highlights the role effective su- 
pervisor can play building teamwork. They found 
that, while the aircraft industry Southern Califor- 
nia was generally plagued with high rate labor 
turnover and absenteeism, certain small work cen- 
ters within the plant had remarkably good records, 
and high worker morale. They gave particular at- 
tention one work center where turnover was 
problem all and where out men had been 
absent less than year, and had perfect 
attendance records. The group was also rated 
the departmental foreman much more efficient 
production than the departmental average. 

According the researchers, this did 
not come about accident. developed because 
the supervisor, "leadman was conscious 
the importance building human relations 
the and acted effectively toward that end. 
They summarize his behavior this 


First, the individual worker. The help 
gave individual was both technical and person- 
social. Any mechanical difficulty received 
his could not himself solve 
the problem, secured the appropriate aid 
from engineers others. Since the technical 
organization his department was charge 
experts, however, his chief attention was de- 
manded the personal needs his workers. 
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listened new employee, introduced him 
his companions, tried get him congenial work 
associates. After employee had worked few 
days, got him pass and took him the as- 
sembly line see the part had made in- 
stalled the complete machine. addition, 
listened any personal problems preoccupying 
the mind worker, new old..... 

Second, The depart- 
ment was likely get low-priority materials. 
Occasionally there were shortages material. 
worked actively anticipate such troubles 
possible get attention for them when they 
arose, and thus contributed directly the pro- 
duction record his department. 

Third, "The outside world." Requests for 
raises went through the foreman. also 
handled inspectors, efficiency men, and the like; 
acted for his group both buffer against and 
effective link with the plant, the "outside world." 

interesting observe that his chief 
self-imposed task was that securing for the 
individual worker effective and happy relation- 
ship with his fellow workers and his work. The 
result his effort his work center was ef- 
fective group, team, and not effective 
workers scattered sporadically disunited 
collection individuals, such had found 
many other departments. 


such anew industry, with workers hav- 
ing few stabilizing social ties the community and 
few contacts witheach other long duration, does 
not require Loganto destroy the group. With- 
out leadership conscious this problem, group 
team likely develop. Working from the ground 
up, the supervisor has the task building organiza- 
tion out disorganization. 


Dealing with Informal Organization 

Inthe old established industries, where 
deal with number long service employees, the 
rather different. There, quite apart from 
the conduct the supervisor, informal groups 
cliques employees naturally develop. Wherever 
men work together for any length time, they form 
social ties, which affect their behavior both inside 
and outside the plant. 

The supervisor does not need spy 
press personal questions find who belongs what 


3*Teamwork anc Labor Turnover in the Aircraft Industry of Southern California. Boston, Harvard University 


Graduate School of Business Administration, 1944. 
pp. 19-20. 
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clique. Simply noticing which workers custom- 
arily eat together and talk together, can learn 
see his subordinates not number separate 
individuals but members groups friends. 
observes little more closely, will note that 
the members not all exert the same influence 
upon each other. Wherever group acts together, 
must have leadership, longer the group 
remains together, the more find one particular 
person, quite informally, becoming the leader. 

then, that the team frequently ex- 
ists quite independent management, even develop- 
ing its own leadership. not question team 
noteam but question whether the team works 
harmony withthe purposes the larger organiza- 
tion whether operates resist the efforts 
management. The answer the question depends 
primarily uponthe skill the supervisor 
able work with the team through its own leader- 
ship. 

The following story, while not drawn from 
industry, will illustrate the importance this ap- 
proach, 

settlement house slum district 
raised funds set recreation centers vacant 
stores. trained social worker with previous 
experience the district was placed charge 
one center. local man with training but in- 
timate knowledge and understanding the district 
directed the other. 

The two men faced similar problems, 
which they handled quite different ways. order 
give boys all ages chance use the center, 
aschedule hours was worked out so, that the young- 
boys were inside the early evening and then 
went out make way for the older crowd 

The social worker had considerable diffi- 
culty with the o'clock shift. The younger boys 
would hang around outside the door, banging the 
windows and generally causing such disturbance 
that was difficult conduct activities inside. The 
social worker appealed them time and time again, 
the interests fair play, away and let the 
center alone, but always they came back and contin- 
ued raise hell. 

The local man faced such disturbance 


only once. There were three boys outside, banging 


the door. went out, called one them aside, 
and said, Joe, the time's up. good fel- 
further analysis informal organization, see Whyte, F., Street Corner the Chicago 


Press. 
and Dickson, J., Management and the Worker, Harvard University Press, 


low and take your gang out here." then went in- 


side, and nothing more was thethree boys. 

have used the problem the trained 
social worker teaching, asking students how they 
would have handled the situation. nearly every 
case, they havetried suggest the most persuasive 
language used the boys. However, the point 
that words, matter how eloquent, could not have 
moved those boys unless they had been addressed 
the right boy (the leader) one who had built 
cordial relations with him. Under the latter condi- 
tions, almost any words would have done the job, 

The social worker talked all the boys, 
recognizing distinctions among them. The gang 
leader who was accustomed taking the initia- 
tive determining what the boys should do. the 
social worker handled the situation, the only way that 
the leader could exercise his initiative was organ- 
izing the gang against the recreation center director. 
This was not matter conscious planning the 
part anyone the gang. The boys were just be- 
having their customary manner. 

The local man knew that "Joe" 
leader his little gang. had already recognized 
Joe's informal position working through him with 
his gang center activities. this incident, 
recognized Joe once again, and again gave 
chance exercise his initiative the customary 
Joe turned around and spoke his gang, 
and the three them went away. was simple 
that when was done 

example the boys' gang, be- 
the relationships stand out very sharply. 
However, have observed the same situation among 
grown men the street corner, social clubs 
the factory. The Western Electric research®, 
well our own, shows without question that work- 
ers form themselves into groups, that the groups de- 
velop their structure, and that the suc- 
cess the supervisor getting out production and 
building teamwork depends upon his skill dealing 
with the structure the groups under him. 

the leader the gang important, 
then the supervisor must know how identify him 
and work with him. Many supervisors wrong 
this point. them the leader the man who does 
the best work who keeps closest the standards 
behavior set management. The man recog- 
nized onthis basis may have influence his fel- 


j 
| 
| 
» 
| 


low workers all. fact, know many cases 
which the man with the highest rate production 
was socially isolated from his fellows and known 
"management stooge." Anything had suggest 
aroused the antagonism and resistance the group. 
The supervisor who attempts gain cooperation 
through man such position setting himself 
impossible task. 

The leader the gang not necessarily 
the man who recognized such management; 
the man who recognized his fellow work- 
ers. the supervisor see who the gang 
gain the cooperation that man, and 
gain the cooperation the group through him. 

Todothis supervisor must 
indeed "recognize individual differences", but that 
only beginning. must observant human 


ture the group. will not find such things laid 


out the formal organizational chart his com- 
pany, but has deal with them every hour the 
day, and will help him aware what 
doing. 

Tobe think and act terms hu- 
man relations the first essential good supervi- 
sion. However, stated this way, the problem 
sounds too large and general. The supervisor needs 
know the particular points that should learned 
isto handleagroup effectively. The subsequent 
discussion will present some these fundamental 
points. 


TWO-WAY COMMUNICATION 


One vital element good supervision 
effective communication from the bottom up. With 
the building our great industrial organizations, 
have established highly efficient lines communica- 
tionfrom the top down, but, the bigger the organiza- 
tion, the more difficult make those 
work both ways, and even many small organiza- 
tions find workers isolated from their supervi- 
sors far their thoughts and feelings are con- 
cerned. And the workers resent such condition. 

This the sort thing they have say: 


You can'ttalk Bill. isn't interested. 
just wants tell you. 


think about the work. She'll just tell what 
we're do, and we're supposed take 
without any questions. 
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You talk Mr. Adams, and hears 
what you're saying but justdon't pay attention. 
don't make any difference him. You can tell 
the way acts. 


When the relationship different, the 
workers react quite differently. For example: 


Miss Ellis very popular with the girls. 
busy she is, she'll always listen you 
when you want talk her. You can 
her any time and she'll sit down and let you talk 
over the problem with her. 


Miss Loomis very lovely person. 
girls take all our problems her. 


Building the Line Communication 

How such relationship established? 
Let's ask the workers about One girl had this 
say comparing two managers that she had 
worked under the past: 


Mr. Potter was wonderful manager. 
don't makethem any better. really 
knew his business, and knew everybody that 
worked for him their first name and last name 
too. You know, those little things mean lot. 
After all, it's not enough just say hello and 
pass you like Mr. Stantondid. Mr. Potter used 
stop and talk with you. Sometimes he'd call 
you into his office correct you something, 
but you didn't mind that because was nice 
about it. wouldn't bawl you out. You wasn't 
afraid talk him. 


Now, Mr. Stanton was entirely different. 
never went into his office see him, andI'm 
glad never had go. You know, manager 
like that, just wouldn't able talk him. 
The words just wouldn't come, and wouldn't 
able express myself. I'd get all choked up, 
and the words wouldn't come. was different 
with Mr. Potter. never was afraid tell him 
anything was thinking about. 


Now, note that this girl doesn't mention any 
occasion when Mr. Stanton disciplined her spoke 
sharply her. There was hardly any contact 
all yet she was afraid talk him. Nor does 
this mean that the girl was docile and shy. She was 
quite leading figure among her fellow employees 
and one occasion was the point circulating 
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petition get supervisor transferred, when her 
friends dissuaded her. 

Before explainher behavior, let's have 
another example. Two employees are talking about 
one their supervisors: 


Fred: don't know what's wrong with that 
goes and you might just well not 
there all. never says anything 


you. He's never got smile for you, 
either. 

Edna: Won'the say anything you you talk 
him? 

Fred: Oh, sure will, but why should talk 
first? 


Let's repeatthat. "Why should talk first?" because 
gives the key the problem. 

onthe street social club, find that 
people become accustomed certain pattern 
They develop anxieties and hesita- 
tions whenthey consider taking action outside that 
pattern, 

That means that when workers are ac- 
customed frequent communication both direc- 
tions, and down, with their supervisor, they find 
natural and easy take their complaints, sugges- 
tions, personal problems him. When they are 
not accustomed that relationship, they are afraid 
talk the supervisor. Employees will only 
feel free initiate contacts with supervisors when 
the supervisors lay the foundation building 
friendly, informal relations with them. 

The discussion Mr. Potter and Mr. 
Stanton and the conversation between Fred and Edna 
make clear that the supervisor's responsi- 
bility build with his subordinates 
such that they will talk freely with him. The person 
the position authority the only one who can 
possibly take the initiative. 

The supervisor who says, after losing 
apparently satisfied employee, "Now why didn't Joe 
come and talk the problem over with me, and 
could have straightened out?" really confessing 
his own failure that case, because, had kept 
regular and frequent informal contacts with that 
employee, then Joe would have come talk things 
over. Let's emphasize the words, "regular and fre- 
not enough for the manager make 
good fellow out himself fraternizing with his 
employees several times year. are talking 


about customary pattern human relations, and 


employees not become accustomed something 
which place rare intervals. 


Talking over Personal Problems 

Inthe sort things that they need com- 
municate their supervisors, there probably 
some difference between men and women workers 
although our study has not gone far enough make 
certain how this generalization will hold. 
Women least young girls with little previous 
working experience seem need much more than 
men take their personal problems with super- 
visors. They tell that good woman supervisor 
"like mother girls." course, men also 
need some such confidential relationship but prob- 
ably not frequently. 

every intelligent supervisor knows, 
the worker's performance his job intimately 
tied with his social adjustment both the plant 
and outside it. Therefore, the supervisor who 
contribute the efficiency the organization 
well the happiness the workers. 

However, this sort relationship cannot 
exist unless the worker initiates the discussion and 
feels free withhold the confidences well giv- 
ing them. Recognizing that they 
their subordinates better they can acquire data 
personal nature, certain supervisors resort di- 
rect questions this area. Even when can 
shown that the questions have bearing upon the 
work for example, let say that employee, af- 
ter being out late nightdrinking and carousing, 
tired and nervously upset the job- even such 
case, personal questioning hotly resented. 

One girl put this way, speaking with 
some vehemence: 


What right has Miss Morris got snooping 
into business? think what outside 
here strictly our own business. 


they've got any right pry into your 


affairs. 


the supervisor notin position get these con- 
fidences entirely voluntary basis, initiated 
the worker, then better off without any such in- 
formation. should clearly understood that, 
the interests good morale, the supervisor should 
know only much the personal affairs the 
workers they want him know. 

find, our observations, that the su- 
pervisor who presses for this type information 
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actually ends knowing far less about his workers 
than does the supervisor who friendly and sym- 
pathetic listener but never takes the initiative 
such matters. 


Communication and Favoritism 

stressing the importance upward 
communication between workers and supervisors, 
should that this must matter 
general participation. have found cases 
which the supervisor was generally unpopular, but 
there were few workers who liked him. every 
case found that these minority opinions were voiced 
people who had more opportunity than their fel- 
lows talk with the boss and listened to. 
fact, have seen attitudes toward supervisors 
change increasedcontacts with super- 
visors. For example, one man told that his boss 
was good and month later told that was 
fine fellow. During that month the man's wages re- 
mained the same, but was given somewhat in- 
creased responsibilities and had begun enjoy much 
more frequent contacts with this supervisor. 

can draw two conclusions from such 
situation. First, appears workers have 
opportunity get know the boss, they may 
discover that ahuman That all the 
good. pointis not good. When only 
few workers are informal, friendly terms with 
the supervisor, can predict with certainty how 
the other workers are going think and feel about 
the situation. 

don't need explain what children 
mean when they talk about "teacher's pet." find 
the same reactions among workers. The few who 
have access called "company men" 
"company girls" "stooges" management. 
They are also known "stool pigeons," because the 
group outsiders always fears that the specially 
favored group carrying tales management. 

course, supervisor believes play- 
ing favorites, but all too easy drift into po- 
sition which will interpreted that manner 
most the workers. Here example. 

Industry currently faced with severe 
manpower shortage. Executives who have been able 
retain any considerable number their old, ex- 
perienced employees are justifiably proud them- 
Selves and quite naturally anxious see that 
this vital nucleus remains with them. the other 
extreme, find body industrial drifters whose 
past work records indicate that few them will ev- 
fit into any steady job. However, between these 
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two groups find great many new workers who, 
given proper attention management, can develop 
into assets the organization. 

old, experienced employees, there 
often little problem communication. Since they 
have been around long time, the supervisors can't 
help but get know them and friendly talk 
with them without making special point it. The 
newcomers present different problem. Not being 
used the work, they are especially impressed 
its difficulties and disagreeable aspects, they have 
complaints and worries quite different from those 
the experienced employee. And, still more impor- 
tant, they can functions workers, 
but they are not sure that they belong the organ- 
human beings. they find that manage- 
ment gives them lot attention the way tell- 
ing them whattodo and what not but establishes 


relations only with the experienced work- 


ers, then they feel that they are outsiders whose 
presence tolerated only because the manpower 
shortage. Getting human recognition the organ- 
ization, they readily drift out it. have seen that 
happen. 

new workers are integrated into 
the organization, management must make special ef- 
forts extend them the same sort two-way 
communication that grows anatural, unplanned 
way between supervisors and long service employ- 

Here another example. This 
oversimplification, but will serve illustrate the 
point. say that have plant two types 
employees. The first type accustomed taking 
orders, responsive and uncomplaining carrying 
them out, and conscientious getting the job done 
loyal without question the company. The second 
guard against "getting pushed around" and, 
the beginning, suspicious management the at- 
titude probably arising out rebellion against 
domineering parents autocratic supervisors 
previous jobs. 

requires little supervision get 
good work out the first type person, and the 
supervisor naturally inclined look with favor 
upon those who are loyal from the beginning. Find- 
ing that the second type workers not have "the 
proper attitudes," looks upon them with suspicion 
and veiled hostility. Sensing this attitude, these 


workers respond with acts hostility which prove 
that they are doing the organization good, and fi- 
nally they quit are fired. have seen that hap- 
pen, 
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But does not have happen. People 
this type can become very loyal and responsible work- 
ers when their cooperation won through skillful 
that happentoo. However, these people will never 
the job they are capable they find that workers 
the first type have the inside track with manage- 
ment and that management does not listen their 
complaints and suggestions. 

see from this discussion that not 
enough for the supervisor ask himself: 
subordinates talk freely with me? should also 
ask himself, which ones and which not? 
And then, what can build effective commu- 
nication with those who don't talk? 


Handling Complaints 

far have had occasion mention 
the handling complaints several times. is, 
course, easy say that supervisor should listen 
complaints, but the problem much more com- 
plicated than that. The supervisor should listen, 
yes--but with certain questions mind: 

What does the worker say complaining 
about? What, anything, can about that? 

there some deeper cause for dissatisfac- 
tion, which the worker not directly talking about? 
so, how can get and what can about it? 

How can meet the present situation sothat 
the worker will continue come with his 

Here isan example. The employee comes 
restaurant supervisor complain about the 
food given eat. The supervisor knows posi- 
tively that the food meets the highest standards 
nutrition and taste. What should do? 

Suppose answers the worker immedi- 
ately giving him the facts the food. Will that 
satisfy him? Hardly. the food doesn't taste good 
the worker, then doesn't taste good, and there 
can argument about it. 

Suppose instead that the supervisor ex- 
presses interest the complaint and encourages 
the worker talk. The chances are that, with 
sympathetic audience, will soon get off the subject 
food his own accord and begin talk about 
some deeper problem his adjustment inside the 
organization outside it. 

This may one two things. may 
bring light conditions about which the supervisor 
can take some constructive action. Or, simply 


allowing the worker talk his problem out and get 
off his chest, may'help him make better ad- 


justment. Ineither case, would surprising 
did not shortly begin commenting upon the great im- 
provement food the supervisor had brought about. 
can say this because have seen employee at- 
titudes toward food change strikingly response 
changes supervisors. 

the other hand, the supervisor had 
responded immediately turning down the complaint 
unreasonable, would not only have failed 
solve the immediate problem but also would have 
blocked the line communication between the work- 
and himself sothat the worker would much less 
likely come him with the next problem. 

This does not mean that the supervisor 
must always able something concrete 
meeta complaint. Perhaps powerless make 
the desired change, but, gives the worker 
express before explaining his 
own position, has good chance keeping that 
line communication open. For the functioning 
the organization, that the vital point bear 
mind. 


Changing the Work Situation 

Upward communication valuable all 
times, especially vital when changes are be- 
ing introduced into the process work into the 
human relations the job. 

Suppose the executive, advice from his 
efficiency engineers, has worked out scheme which 
should make the work the employees more effi- 
cient and easier perform. Suppose just goes 
them, explains the new system, tells them will 
good for them, and orders them put into ef- 
fect. What will the result? 

The answer not matter guesswork. 
have seen many cases this sort that can 
predict the result with little doubt. 

The workers will respond with grumbling 
and griping. They will say that the new system 
impractical, and they will sabotage when they can. 
The executive turn will annoyed this 
tional" resistance change, and will tempted 
put more pressure behind the new scheme. 
does that will more resistance 
himself well the new 

Suppose, instead, that consults the 
workers first. tells them that has been think- 
ing about possible changes but wants their ideas be- 
fore takes action. They sit down together and 
discuss the problems freely. 

this procedure followed through, the 
executive will accomplish several things. the 


first place, likely get valuable suggestions 
that will cause him modify his original plan be- 
cause the man who does the job day and day out 
knows things about that supervisor can know. 
However, even the original plan accepted with- 
out alteration, the process consultation will serve 
change and may even lead them accepting the new 
system withenthusiasm. find many cases that 
itis not the particular idea presented management 
but the way presented which determines worker 
reactions. 


Changing Supervisors 

can make the same conclusion 
changes supervisory personnel. have recently 
given close attention case this nature. Mr. 
Jones, supervisor department, resigned and was 


replaced Mr. Brown. The employees greeted the 


departure Jones with mixed feelings. Some 
them, especially those who had been brought into the 
department him, were very much disturbed the 
change and apprehensive over the future. The others 
thought that the change might good thing, but 
they all recognized that Jones was very able man, 
and they felt some uneasiness over future develop- 
ments. point was clear: Jones had not 
built relationship with his employees that any 
them felt free come and talk him. 

When Mr. Brown took over, suggested 
that begin calling the employees together, re- 
assuring them the future, and asking them 
give ideas how the department should 
run. Whenthe employees began bringing ideas, 
they found that Brown really meant what said. 
They responded with tremendous enthusiasm. All 
their anxieties and resistances the change had 
been overcome. Every interview had with the 
employees this point brought out quite unsolicited 
testimonials the new supervisor. just few 
days Brown had built firmer support-for himself 
and for the company than had ever been given his 


RECIPROCAL OBLIGATIONS 


The effective supervisor acts within sys- 
tem reciprocal obligations, Listen the workers 
talking, and you'll see what this means. 
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Nelson always ready little fa- 
vorsfor when can, naturally we're glad 
help him out. 


like Mr. Jennings lot. He's always 
ready favor for you can. 


Miss Loomis was really wonderful su- 
pervisor. She was willing favor when- 
ever she could. naturally wanted 
everything possibly could help her. You 
know, didn't seem like work help Miss 
for her. didn't want let her down. 


These workers are simply giving expres- 
sion sentiments that are felt all people every- 
where but which tend lose sight our quest 
for efficiency. fact, the whole trend our civil- 
ization has been emphasize logic and technical ef- 
ficiency the expense social obligations. may 
try bury them below our conscious thoughts, but 
they are powerful influences nonetheless. 

Whether you are talking about primitive 
tribesmen, industrial workers, business men, col- 
lege professors, you can make one generalization 
which holds without exception. John Doe does 
something foryou, you feel under obligation 
something for him return, when the opportunity 
arises. This sort exchange good turns helps 
build cohesive organizations. one the most 
powerful builders morale that can call upon. 
The supervisor industry neglects his peril. 

Several examples will illustrate the im- 
portance this behavior. 


Doing Good Turn 

restaurant hostess noticed that one 
her waitresses was stuck with complete turnover 
all once, her tables covered with dirty dishes, and 
new set customers clamoring for action, She 
told the customers that their waitress would get 
them shortly, thus cooling them off and taking some 
the pressure off the girl. She got another waitress 
help bus the tables, and then she herself set 
the tables and poured water for the customers. That 
made the work physically the waitress and 
took the pressure off her gave the custom- 


recognize the importance labor unions channels communication between workers and management 
(see "Who Goes Union and Why," Whyte, Personnel Journal, 1944, 215-230). this 


asubject that requires more attention thanweare able give here. 
research report. 


It will be discussed .in a later 
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ers the impression that they were getting some ac- 
tion, All this took only couple minutes and very 
little extra effort, but meant great deal the 
waitress. meant that just when everything and 
everybody seemed ganging the hostess 
waded and began punching her side. When the 
waitress needed her,she wasthere. When inter- 
viewed the waitress, she couldn't say enoughin favor 
her hostess, and she wanted know that she 
would anything her power the supervisor. 

Bill Smith was foreman machine gang. 
Once month his gang had take inventory 
piece parts hand, which fitted with the 
regular production schedule. The men were already 
working ten hours day, and this called for additional 
overtime far into the night. time 
came around, Bill Smith was always hand, with 
his sleeves rolled up, doing more than his share 
the work, helping the gang get the disagree- 
able job out the way the quickest possible time. 
The result was that allthe workers thought the fore- 
man was great guy and were anxious help him 
out when needed something special done. 

The good turn can something directly 
connected withthe work, these cases, can 
more personal nature giving the worker 
time off whenthere the family, securing 
information for the worker's son who wants 
college, but does not know where for the kind 
meet, and soon. All those things show that the su- 
"good guy" who really interested 
his people. becomes, their eyes, integral 
part the team. 

When this relationship properly handled, 
yields profit two ways. The man who has the 
good turn done him feels pleased, and the man 
the goodturnfeels more favorably disposed 
towardthe recipient. Those who are skillful han- 
dling people have realize that one the best 
waysto win loyalty ask for help provided that 
they have established themselves the sort peo- 
ple who give help return. operate effectively, 
the system must two-sided, matter reciproc- 
ity between workers and supervisors. 


Obligations Can't Argued 

The supervisor should therefore con- 
scious the possibilities this relationship. How- 
ever, thefe are two things should guard against. 
The favors and obligations should felt workers 
and supervisor, but they should not talked about 
for the simple reason that people not like 


told that they are obligated something and, 
when approached that manner, are likely per- 
suade themselves that the obligation does not really 
exist. Furthermore, the supervisor should not 
weigh these exchanges calculating manner, try- 
ing make sure gets back just much 
gives, for that resented workers. Both points 
are brought out the following quotations 
girl who wanted quit her job Friday but had been 
asked stay through Saturday. 


Miss Anthony says she thinks owe 
her stay and work Saturday. Well, don't see 
that owe her thing. Now think Miss An- 
thony allright. don't agree with some the 
girls onthat. you something for her, she'll 
doit backfor you. But with Miss Anthony, she'll 
never you and not expect get 
back. Miss Carter different that way. 


Incidentally, the girl who made that state- 
ment finally did stay through Saturday but was not 
through Miss Anthony's persuasion. The leader 
her clique went work her and persuaded her 
not her jobat all. the girl continued work- 
ing, she shortly decided that Miss Anthony was 
good after all, while she continued speak very fa- 
vorably Miss Carter the woman who would 
you favor and not expect get back. 

Here another example: 


Did you hear about Mary and Miss Geiger? 
Well, week ago, Mary asked for half day off. 
Miss Geiger said she would fix for her. 
Well, the day before this half day off, Mary asks 
Miss Geiger she could have the whole day off. 
Miss Geiger goes right into the air. Shesays 
nearly broke neck that you could 
us." Well,Mary talked right back 
her. She says, think you have little 
more consideration for the waitresses." 

Now would have been all right Miss 
Geiger had said, no, she's sorry but she can't ar- 
range it, but tell the girl off, and when 
Mary talks back, she says her that she'll never 
give her another day off. "All right," Mary says, 
"I'll never ask for another day off from you, I'll 
just take it, andif you want fire me, ahead 
and fire me." 

Oh, alot the girls are getting fed with 
this place. thinka lot them are going quit. 
and Ethel won't stay long. They've been fed 


for long time, going quit, and they're 
not going give any notice. Just get back 
Miss Geiger. 


this case, the supervisor made number 
mistakes. She pointed out the waitress that she 
was under obligations the supervisor and was not 
meeting her responsibilities. could have pre- 
dicted, the waitress responded denying the obliga- 
tion and, since Miss Geiger spoke with evident annoy- 
ance, Mary countered accusing her not meeting 
her obligations the waitresses. When recrimina- 
tions this sort are brought out open, there 
telling where they will end,but canbe sure one 
thing: they will break down any existing ties loyalty 
worker tosupervisor. Instead feeling obligated, 
Mary felt that she had been hurt she had get 
back Miss Geiger. Since she had already planned 
quit, that step would not have enabled her get 
even. However, she could sure that quitting without 
notice would give the supervisor good deal trou- 
ble, she chose that way square accounts. 
important note also that the informant who told 
this story was considered supervisors one 
the most dependable and conscientious the younger 
waitresses yet she justified Mary's irresponsibility 
because Miss Geiger wrong social 
obligations open, calculating way. 

The supervisor could make the same de- 
cision with entirely different results. Suppose she 
meets Mary's request saying, "Well, let's take 
look the schedule." She might know very well that 
cannot spare the girl for full day, but she sits 
down with her and they look over the schedule to- 
gether. Mary sees for herself that she needed. 
She willing work for half day. She goes away 
satisfied and favorably disposed toward the super- 
visor, feeling that Miss Geiger has done her two fa- 
vors: first, giving her half day, and second, go- 
ing over the schedule and trying make ita full 
day. Shefeels obligatedto doher best for the super- 
visor the future. 

course, the skillful supervisor does ex- 
pect have favors returned, but does not give 
the impression that bargaining these mat- 
ters. Perhaps the real distinction that between 
short run and long run point view. The super- 
visor who expects balance the books with each fa- 
vor gives out will find that workers catch 
his attitude it. the other hand, the su- 
pervisor who does favors unobtrusively just 
natural part his behavior, with apparent thought 
being paid back, has every right expect that 
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the long run the workers will reciprocate the 
best their ability. His books may never precisely 
balance, but will show neat profit increased 
effort and cooperation over anything that can 
shown the calculating supervisor the one 
who unconscious this relationship. 


Obligations and Human Relations 

should emphasized that obligations 
are matters human relations for here where 
many employers misunderstand employee 
They feel that when addition paying good wages 
and establishing good physical conditions work, 
they give medical and hospitalization policies, they 
have done enough put the workers under obliga- 
tions them. There are two things wrong with this 
point view. the first place, those are all broad, 
general policies which not hit any the workers 
individual, personal way. the second place, 
those policies are determined entirely upon the initi- 
ative management and then simply presented 
the workers. The personal favor, the worker 
thinks it, quite different. Generally some 
special help that himself asks for. And, 
does not take the initiative, least the favor done 
response the supervisor's recognition some 
special, individual problem that the worker faces. 
compare general policies with these individual 
adjustments terms worker-supervisor commu- 
nication, can understand why hospitalization pol- 
icies and other benefits can never make great 
contribution harmonious human relations can 
gained through the exchange favors. 

our experience discussing these ideas, 
find that there are certain questions the ex- 
change good turns favors that must an- 
swered before they can become effective part 
the supervisor's thinking. 

The first concerns the meaning the 
word, "favor." sounds suspiciously like "favorit- 
ism," which good supervisor seeks avoid all 
costs. However, the distinction quite clear. 
the foremandoes something help Joe, that fa- 
vor. does something help Joe that would 
not, under similar circumstances, for Tom, that 
favoritism. The point that these personal ad- 
justments must available all the workers 
else the system breaks down, with some workers 
recognizing ties loyalty the foreman and others 
feeling discriminated against. 

Another question put this form: "If 
you favors for the workers, won't they take ad- 
vantage you and expect you their work for 
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them?" Supervisors whoare not getting cooperation 
from their workers seem especially worried 
over this question. can only give answer 
general terms. 

When the worker goes onto job, there 
should bea clear understanding between himself and 
his supervisor what supposed do, how 
much, when, and how under ordinary circumstances. 
However, our rapidly changing industry and under 
constant pressure get out production, that worker 
frequently faces emergencies that cannot handle 
without help. Perhaps has just been learning the 
job and suddenly faced unfamiliar problem. 
not feeling par physically not sick 
enough home but not well enough every- 
thing himself. faces sudden rush order re- 
quiring greater production and longer hours. 
may some problem his adjustment his fam- 
ily that serious that can't keep his mind 
his job until has straightened out. 

the supervisor steps with offer 
help any these situations, the worker does not 
feel that putting something over the boss. 
recognizes that was trouble and the super- 
visor gave him hand. 

Itis only whenthe supervisor lends hand 
where not needed that gets himself into trou- 
ble. the supervisor helps out when the worker 
knows his job thoroughly, working well within his 
capacity, not plagued severe personal prob- 
lems, the worker will either resent the effort in- 
terference the job will come think such 
help normal part the job and complain when 
doesn't get it. 

This way looking does not present 
the supervisor with neat formula apply all 
cases, simply suggest, first, that the supervisor 
givethe worker clear understanding what re- 
quired under ordinary circumstances and insist 
that the standard met. should also recognize 
that emergencies will sometimes arise prevent 
the worker from meeting that standard. 
him tothink throughhis job determine what should 
required the worker under what circumstances. 
does that reasonably well, then can help 
workers meet emergencies without encouraging 
them impose upon him. 


Favors and Rights 

Another point raised the workers. 
They understand the exchange favors better than 
most supervisors, but they insist upon distinction 
between favors and rights. They feel that they have 


right fair wages, reasonable hours, and good 
working conditions. Just what they mean 
and "good" will vary from company 
company, from job job, and also terms the 
worker's past experience. But, whatever the stand- 
ard, they don't feel that the boss doing them fa- 
vor when pays "fair" wages puts new drink- 
ing fountain toilet. They feel that those are things 
that they have aright long they work their 
jobs. 

For example, suppose the employer pays 
his workers less competitors are paying 
but then gives them fat Christmas bonus. Even 
the bonus enough bring the total earnings 
the worker those workers competing 
plants, the employer likely get little credit for 
generosity. The workers will recognize that bonus 
not something they can count on, and they'll say, 
"If could afford pay that money, why didn't 
put into our paychecks?" If, above and beyond that, 
the employer wants give bonus, that's fine, but 
the workers feel they havea right fair wages first. 

find, especially small businesses, 
disposition the part employer assume re- 
sponsibility for the welfare the employees. Some- 
times this done the expense wages. The 
employer pays low rates but "takes care his peo- 
ple" sometimes meeting hospital bills, lending 
money, buying clothes for the family, and 
Those who receive such favors are likely 
very attached the employer, but, looking 
the total picture, there aretwo serious disadvantages 
this sort behavior. the worker has look 
upon getting some the necessities life favors, 
then has security, for knows that the em- 
ployer perfectly free withhold that support. This 
places the worker highly dependent position. 
Furthermore, such favors are seldom distributed 
with impartiality. Without thinking the problem 
through, the employer frequently tends look upon 
certain members his working force especially 
loyal and deserving help, whereas feels that 
others are just trying get something out him. 
this situation find the employees split into 
two factions, the specially favored "loyal" group and 
the hostile group which feels discriminated against. 

This does not mean that workers are 
against favors. simply means that they want 
establish certain rights first. Then the exchange 
good turns favors can then, unlike 
the two situations just described, the worker ina 
position todo favors himself and not always the 
receiving end. 
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Paternalism 

Even when favors are distinguished from 
rights. there are some who feel that doing good 
turn smacks paternalism. Whether there any 
connection depends how define paternalism. 
quote one personnel man, might say that "pa- 
ternalism any benefit given employee for which 
expends effort time when least expects 
and does not appreciate it." 

Whatever words use the definition, 
most people understand paternalism one-sided 
relationship management gives the work- 
ers, without consulting them, something which man- 
agement thinks good for them. 

The exchange favors good turns, 
which have been talking about quite different 
thing. two-sided. does not involve manage- 
ment andthe workers whole; rather per- 


sonal relationship among particular supervisors and- 


their workers. The supervisor does not act the role 
the all-wise but indulgent father. Instead, hetries 
neighbor. gives help when needed; asks 
help when needs it. builds system re- 
ciprocal obligations which binds workers him and 
binds him them through strong ties personal 
loyalty. isthat which cail morale industry 
when find it, and not find often enough. 


ORIGINATING ACTION WITH FIRMNESS 
AND DECISION 


have point the last because 
perhaps the most obvious. However, let's not 
overlook it. The good supervisor needs able 
originate action for his subordinates with firmness 
and when discuss things with them, but also 
needs know when drop everything else and act. 

interesting note that the workers 
themselves recognize this need. They know that, 
group, they are incapable making decisions; 
the organization function effectively, the super- 
visor must put the decisions into action. All they 
ask that their thoughts and feelings taken into 
account and that they led, not driven, into action. 

They have respect for the supervisor 
who gives them orders timidly and with uncertainty. 
And, strange may seem, they like discipline 
when they can see that important getting the 
job done. hadan opportunity observe super- 
visor, whom shall call Miss Bronson. She 
seemed all atsea ingiving her instructions and could 
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not keep order among the girls even when she was 
trying talk them. Later one the girls com- 
mented us: 


suppose should more orderly and 
attentive, but don't know. You just don't feel 
like paying any attention Miss Bronson. You 
know, might sound funny say this, but think 
supervisor should able keep the girls 
line. She shouldn't let them run all over her. 


The people who have the opportunity "run 
all over" their supervisor are not very happy about 
it. Their morale low; they become disgusted 
with the job; they feel need working under 
someone whocan keep them line the same time 
that she inspires them work for common goal. 

While important act with decision, 
this does not mean good supervisor quick the 
trigger with autocratic orders. Even when order 
must given, its execution will depend large 
measure way which expressed. For 
example, the supervisor has deal with many peo- 
ple who react this way: 


don't like take orders from people. 
isn't that don't like things for people. 
It's just the way they approach me. Now, sup- 
pose someone came and said, "You out and 
take the mop and clean the floor," the chances 
are that I'dtake the mop and wrap around their 
neck, But they'd ask me, "Would you please 
mind giving usa hand and help with the floor," 
I'd only too glad it. 


The girl who madethat statement was one 
the most efficient and conscientious workers 
the plant under one supervisor, who knew how 
handle her. But then the supervisors changed, the 
girl felt that she was being driven, she got disgusted 
with her job, and she finally quit. Clearly that was 
not simply question whether the girl was good 
worker was question whether the su- 
pervisor knew how get the best out her. 

While the supervisor must able give 
orders, able exercise some re- 
straint this sort supervisory activity. find 
that the frequency with which orders are given has 
effect upon the employees. 

One man discussed his job this way: 


like all right. There's not much 
any more. It's just routine, but that 
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easy. One nice thing about this job; you don't 
have anybody bothering you. know just what the 
work is. When come the morning, just 
line myself and ahead it, and nobody 
bothers don't get much supervision. 
know what work done, and they just 
ahead and doit. That's one reason like 
this I've worked other places where the 
bosses were always standing right behind you, 
correcting you everything you did. You can't 
get along that way. 


woman was dissatisfied with her job 
certain respects, but she went say: 


I'd leave here minute, but tell you 
the truth, I'm afraid make the move. You see, 
here I'm really own boss. organize the 
work the way want and people don't bother 
much. Once while get upset, but I'm 
afraid went some place else might under 
some mean bosses, and would entirely dif- 
ferentfrom here. let alone. That's 
what like. 


One our studies the gasoline industry 
showed that the. most seriously dissatisfied workers 
were men who had worked old style gasoline plants 
where they received very few orders and had then 
worked intoa very highly technical aviation gaso- 
line plant, where the foreman originated action for 
them with ahighfrequency. They were also the most 
highly paid workers, but this had nothing with 
their human relations adjustment. 

has become more complex 
with each new application science and technology, 
the scope for supervisory activity originating ac- 
tionfor workers has immeasurably increased. Mod- 


ern industry cannot operate upon the basis build- 
unchanging work routines which employees can 
follow with little direction from supervisors. 

However, their drive for change and 
progress, many executives overlook the stabilizing 
nature work routines that can built and car- 
ried workers without constant attention from 
their supervisors. They fail see that frequent 
imposed changes not only upset the work habits 
individuals but also have seriously disturbing ef- 
fect upon the pattern human relations that ties 
workers each other and their foreman. 

there must changes, their disturbing 
effects can mitigated explaining them the 
workers and consulting them the manner 
putting the changes into effect. Beyond that, the 
supervisor should ask himself, how often really 
necessary for step and give orders? The 
effective supervisor will undertake organize his 
work and his relations with the workers that they 
will able their jobs harmoniously and effi- 
ciently with minimum supervisory direction. 

course, the supervisor's ability 
originate action intimately bound with his 


knowledge his job. may begin issuing 
with confidence, but the employees follow 


rections and get into trouble, they will question his 
judgment and reluctant respond 
future. This situation will react upon the 
tending make him lose confidence 


However, not enough for the 
simply have thorough knowledge the 


side his job. have observed many men with 
such background who were ineffective supervisors 
because they could not organize and direct human 
beings. For effective supervision, understanding 
the job must together with ability understand 
and lead people. 


THE POSITION AND PROBLEMS THE 
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other words, the foreman acts arbitrary and 
inconsiderate fashion because that the way feels 
that amount supervisory training apt 
change him. fact the foreman's cry "why don't 
you give this our bosses" common response 
any training how deal with people. Thus 
feels that doing the best can, that wants 
friendly and considerate his subordinates, 
but conditions beyond his control prevent it. 

Furthermore, interviews with foremen 
concerning the problems their jobs show that there 
great deal anxiety and disturbance this 
level. Many feel that they are ignored manage- 
ment, that they are unable communicate their 
problems and difficulties their superiors, that 
the work mighty hard and lot wor- 
rying for very little recognition reward. 

seeking the sources these problems 
see number general conditions extending through- 
out industry which have serious effects upon the 
foreman. 


THE RATE TECHNICAL DEVELOPMENT 


The high rate technical change has re- 
sulted great instability processes and work 
routines. New processes require new knowledge and 
the foreman whose technical understanding based 
shop experience twenty even ten years ago 
may lost when dealing with modern developments. 
For example, experienced foreman prewar 
radio work may completely sea when meets 
the technical problems radar assembly. 

Technical change also means changes 
workgroups and instability and feelings insecurity 
among the workers. Every major improvement 
processes uSually means changes for the workers. 
Old skills become obsolete, old work groups may 
dispersed, new people with new skills may rise 
positions importance. All this leads anxiety 
and insecurity among workers since man can feel 
secure the skill upon which depends for both 
status and livelihood and which acquired through 
years training and experience can wiped out 
over night new process better machine. 

general, technical change taken for 
granted and little thought given its effect upon 
the foreman. Yet the one who must put the 
changes into effect, must overcome the resistance 
the workers, must make the changes and yet 
hold the group together effective working unit. 
Andthe more rapid the rate change, the more dif- 
ficult his job becomes. 
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THE INCREASING SPREAD UNIONS 


The organization the workers gives 
them means participating many decisions 
management and enables them prevent the arbi- 
trary use authority. every case, with the in- 
troduction union, the foreman faces more re- 
striction his action and authority; must accept 
the agreements reached between management and the 
union regardless their effect him. result 
almost always feels that heis caught the mid- 
dle andthe greater the conflict between the union and 
management, the more difficult his position. 

When plant first organized, the fore- 
men through very trying period adjustment. 
Especially opposed the union, the 
workers may express resentment through complaints 
against the foremen and the foremen feel very ex- 
posed and defenseless against such attacks. any 
case, they must develop proper relations with the 
union officials often takes some time for them 
learn just how deal with the new situation. And 
during this period management often very critical 
any mistakes and irritated the foreman gives 
the union any cause for complaint. 

general, once the union established, 
the foreman prefers work out comfortable, co- 
operative relation with the steward other offi- 
cials. manages this can then attend his 
main job running his department smoothly and ef- 
ficiently. many cases, however, 
management opposed the union and will frown 
too much cooperation between foremen and stew- 
ards. This fear always creates problems his re- 
lations with the union and constant source 
anxiety. 


WARTIME CONDITIONS 


The war has been very disturbing factor 
the foreman. has been period extreme in- 
stability almost every respect. Conversion 
war production has for many plants completely dis- 
rupted allthe customary organization and work rou- 
tines. There has beenahigh rate technical change 
involving new products, materials processes. 
There has been constant labor shortage and high 
turnover which disrupted old work groups. the 
same time there has been constant pressure from 
management increase output spite shortages 
labor, material and equipment. And coupled with 
this has beena rapid spread unions under aggres- 
sive leadership. All this has increased the prob- 
lems the foreman, intensified his feelings being 
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inthe middle, and generally resulted anxiety, dis- 
satisfaction and poor morale. 

course, the conditions have not affected 
all plants and all foremen equally. Some concerns 
have been little affected technical change, 
has only touched certain departments. Many have 
either been organized long that there has been 
complete adjustment union restrictions have 
not yet been organized. Others have made sig- 
nificant change product methods meet war- 
time demands. Probably all, however, have faced 
pressure for more output, coupled with turnover and 
material shortages. 

Under more stable conditions the foreman 
able develop routine ways handling the job 
and dealing with people. The gang gradually be- 
comes accustomed him and knows what ex- 
pect from them. thoroughly familiar with the 
work and its problems and knows exactly what can 
done. also knows what expect from his su- 
periors, how satisfy their demands 
himself from their pressure. But 
conditions, nothing stable; the jobs change, what 
right today may wrong tomorrow, people come 
too rapidly establish smooth working rela- 
tionships with the foreman each other. Manage- 
ment demands more and more output and the union 
demands more consideration the worker's feeling 
time when the foreman overwhelmed with 
problems production. any wonder that 
often feels lost and helpless, that develops ex- 
treme anxieties, and that wonders the job 
worth the effort? 


ATTITUDES MANAGEMENT AND WORKERS 


Those top management often think 
speak the foreman being part management 
and being their representative who deals directly 
with the worker and the job. Probably more 
accurate think him being the agent man- 
agement who carries out their decisions and not 
actual part management who participates the 
decisions, Thus, management signs union con- 
tract, the foreman expected accept its provi- 
management makes commitments the 
customer, the foreman expected produce the 
goods. And, some concerns, the ideal foreman 
"good soldier," one who accepts and carries out 
his orders without question criticism. 

attitude top management toward the 
foreman can seen the subject matter super- 
visory training courses. many, major portion 
the devoted instruction company pol- 
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icies and techniques, and some state definitely that 
one -of the chief problems the new foreman the 
acquisition new point view: that manage- 
ment, 

the workers the foreman definitely 
apart the boss. This clear- 
shown the fact that many unions will not accept 
him member. And between him and the worker 
his identification with management stands sharp 
barrier. one worker said: 


You can't talk about this sort thing with 
the boss. After all, he's part management; 
and you couldn't expect him see things 
do. He's good enough guy, far that goes, 
but he's 'management 


How the Foreman Sees His Job 

The foreman feels that the guy 
the middie. caught between management and 
the job and must take from both one 
said: 


I'll tell you one thing that you can put down 
your little black book, and want you re- 
member this, and that that the supervisor 
‘bumping That's something you can re- 
member, he's 'bumping post,' because he's 
the middle; has take from both ends; and 
those running the place don't give him any credit 
for it. 


the same time, feels that management 
unaware the difficulties this position and in- 
stead ease the strains constantly adds 


This just between you and had 
way about it, would like back 
old job. Those guys just sit there, with 
idea what really have work with. They 
come say have step production, 
but they never figure out with you how it's 
going done. 


They put one job after another here. 
Just about the time get one figured out, they've 
got another one for one ever takes 
the time discuss the situation with you; we're 
just supposed figure out ourselves, guess. 
havea hell alot stuff scrap and waste 
throw out, and this makes everyone the job 
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wonder what all about. You can't blame 
them, but what're you going tell them? 


can't situation out. Everyone 
knows that we're down here, but the big 
shots walk around with their heads the air, 
like you weren't around. They tell you that they 
want this and that done, but they never sit down 
with you and try make any plans. had 
little cooperation around here and everyone would 
try todo alittle planning together, we'd hell 
lot better off. 


When you get right down it, the super- 
visor really doesn't have very much say. 
just tries keep everybody happy down here, 


but can't say anything management, it's 


doing something that's not going work out for 
the best interest everybody concerned. 


Thus, the foreman feels that constantly faced 
with demands from his superiors, decisions which 
they make that must carry out. And yet, many 
cases, feels that they not give him the neces- 
Sary authority and control work situation 
get the job done. some instances, being 
constantly checked superiors other organ- 
izations; and constant state anxiety and 
frustration. 


You don't know where you stand. 
hell situation, because get edge and blow 
top and say things that really didn't mean 
say. The trouble is, you don't know what 
about it; I'm supposed the one charge 
department; but the way things go, one 
would ever know it. 


Well, ajobto dothe other day, 
and saidthat wasn't hired that sort 
thing. triedto tell him that that was part his 
job, but wouldn't pay any attention me. 
don't know exactly what happened; think was 
called out the shop. When came back, here 
was just coming out the boss' office; 
and was whistling though everything was all 
set. Well, he'd gone into the boss and had told 
him that was making him something that 
was not supposed do; and got some sort 
consideration out the boss. went in, 
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the boss asked what was all about; and 
told him just how happened--the guy refused 
job assigned him. All said was that 

supposed these other jobs. That's some- 
thing can't see. 


course not every foreman finds himself 
such position. Some fortunate ones feel that 
they have freedom and authority run the job, 
without constant interference from above. 


realize that haven't been around here 
very long... but know what I'm 
The last place worked before coming here, you 
couldn't thing without having somebody 
the place call you it. You were dogged from 
the time you came the morning until the 
time you left night. got belly full that 
never doit again. So, when came here, told 
boss exactly how felt about the situation. 
told him that realized that had job do, but 
ing people try point where I'm wrong, 
but don't want them try tell me... 
you've gotto through life doing what the other 
fellow says, just because says it, there isn't 
any percentage that. 


department down here just 
though were own business, and I'm getting 
just much kick out though were 
own business. guess it's been fortunate for 
have boss who feels the same way about 
things that do, we're able get along all 
right. 


Loss Authority 

watching developments over aperiod 
time, often see steady pinching away the 
foreman's gradual reduction his right 
make decisions and a-more rigid policing the 
decisions still makes. 

These changes, within industry asa whole, 
have shaken the foreman's feelings security 
part management; for various rights powers 
which have associated with the po- 
sition and authority the foreman, have been shifted 
other spots the company structure. One the 
most commonly mentioned losses the power 
hire and fire. This was formerly thought indispen- 
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sable the foreman were maintain his au- 
thority and prestige with his work force. With the 
establishment and extension employment and per- 
sonnel procedures, the process hiring and firing 
has been almost entirely removed from the hands 
the foreman, and this loss has been felt very keenly. 
Programs for personnel selection, training and ad- 
justment require technical services which the fore- 
man cannot expected perform adequately 
specialist. Nevertheless, the fact remains that 
the foreman has been deprived major power and, 
consequence, feels sense insecurity his 
relations with the workers under his direction. The 
following statement reveals some the frustration 
that felt: 


yougoingto do? Your hands are 
tied everytime you turn around. I've got get 
this job out, and don't have the people, just 
isn't done. So, just try keep telling them 
that it's important come work. I've had 
Saturdays when there's been more than half 
gang out; and don't damn bitof 
good say anything about it. might just 
well not here. 


some cases, cooperation between the foreman and 
the personnel officers has taken the form permit- 
ting the foreman the actual job telling 
worker that fired. This does enable the fore- 
man maintain the external appearance authori- 
ty, yet the foremanand the worker know that the de- 
cision fire does not rest with the foreman alone, 
but depends upon agreement with the personnel of- 
fice and, many cases, the union representatives. 

The loss authority over his workers 
the foreman has been accentuated the establish- 
ment strong union organizations. Unionization has 
set restrictions over the way handles his people 
moves them from job job, gives raises 
promotions. some cases the growth the union 
has strengthened the hand the personnel officer, 
forcing the foreman consult with the latter de- 
partment before dismissing any worker. The follow- 
ing statement personnel manager: 


Interviewer: Howisit that you now have author- 
ity over the hiring and firing? that the result 
some general company policy? 

Manager: Well, yes, partly. matter 
company policy, but more than that, think 
the fact that have more efficient union here 


now. You see, had the union come here 
couple years ago, but for awhile the people who 
were elected officers did not quite know how 
run the thing and they did not realize what pow- 
hadintheir hands. Withinthe last couple 
years, though, they have realized what they can 
do, and have put pressure the foremen and 
now. After the foremen have tried 
exert their couple times and find 
doesn't work, then they swing into line and coop- 
erate with us. was apretty hard blow them, 
but there was nothing they could about it, and 
now, don't have very much trouble. They 
more less accept the new system doing 
things. 


Pressure the Foreman 

Not all pressures come from the union 
result disturbances the work group. 
surprisingly large number arise out the attempts 
management control the technical functioning 
the For example, attempting ob- 
tain technical improvement, management often sets 
technical organizations are always trying bring 
new equipment methods intothe shop; and, their 
interest such improvements, they often seem 
the foreman completely indifferent the ef- 
fect upon his work group and his job. 


let that guy come here, and co- 
operated every way could; then turns 
around and makes report about how gang 
plays around. can complain until the cows 
come home about the way these jobs are laid out 
and nobody pays any attention, but just let up- 
start engineer make report and gets 
feather his cap--we get the dirty end the 
stick. 


Management's concern and their 
cost control devices gives rise con- 
siderable pressure upon the foreman. Where cost 
reports are used management the hasis for 
evaluation the performance the shop, the fore- 
shows anxiety concerning the reports 
develops methods defending himself against them. 
some cases management makes decisions based 
factors not directly concerning the shop and yet 
the effects the may serious. 
For example, one situation top management de- 
cided cut the inventories raw an- 
ticipation drop prices. The purchasing de- 


partment obeyed the order literally and tried re- 
duce inventory the point where there was often 
only about one day's stock hand. Due uncertain 
deliveries from the supplier, this meant that the shop 
ran mouth", with increasing delays due 
material shortage. the foreman this seemed 
rather arbitrary order carried out un- 
intelligent manner. the same time was being 
pushed for production; and felt that management 
was, one hand, demanding more output, yet the 
same time setting obstacles which would prevent 
it. Yet would judged the way made de- 
liveries. 

cases the cost control system may 
operate constant policeman over even minor 
details the operation. With such system the cost 
clerks are usually right the department and this 
sometimes source disturbance and anxiety. 


Foreman: Now the cost clerks have moved 
there and decided run things, they always 
do. 


Interviewer: You feel that the cost con- 
trol department interfering with the work 
your department. 


Foreman: Well, it's that way all the time around 
here. You'll find that the other foremengripe 
about it, too. That gang comes around all the 
time, trying check us. They don't trust 
when people have snoop other people, 
you know they must rather crooked themselves, 
don't you think so? They are always worried 
somebody seems getting too much money. 
Now you know, have system bonus payments 
here. You have that, you know, order get 
the maximum work outof people. Well, had one 
girl here, she was the best worker ever had. 
She was very efficient and had lot push and 
was able earn pretty high bonus. You know, 
the cost control rate much and this 
girl was ableto work almost twice that much. 
don't know how she was able it, but that's 
what she did. Well, the cost control department 
came around and said that something must 
wrong there. showed them the work that she 
had put out and asked them was all right. 


They had say that was measured 
their rates, still wouldn't believe that 
denethat. They thought that was trying 
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put something over them, she was putting 
something over me. They have their own 
checkers down here now keep track that 
sort thing, but they trust them either. 
They don't trust anybody, not even themselves. 


You know, used that would figure out all 
the overtime and bonus payments and 
that myself and nobody ever complained, but now 
the cost control department has that all 
themselves. They just don'ttrust anybody. They 
always think that somebody trying put 
something over them. Now, can't blame 
them for wanting keep the costs down. That's 
their job and they're entitled that, but they 
just can't trusted. Why they even had fellows 
coming around check the foreman. 


Then another thing that can't any hiring 
any used be, you know, that fore- 
man could hire and fire the people his depart- 
ment but now that has taken care through 
the personnel office. Another thing that has 
changed that used able set the rates 
here for the different jobs and that all 
done the cost control department, and can't 
change anything about it. have incentive 
system, but doesn't seem work very well 
with the new employees. They are not particu- 
larly concerned with their jobs and they don't 
have any seniority. Time and again have ex- 
plained people that they wanted work 
little bit harder there would more money 
waiting for them, but usually doesn't seem 
make much difference with them. Now with the 
the old timers different. You can get them 
the jobs that they like and they will really 
work hard it. 


course such complaints and especially 
the criticism management cannot taken their 
face value. Certainly the foremen often think that 
management acts arbitrary thoughtless ways, 
giving little consideration tothe effect upon the fore- 
man. And, from where sits, such interpretations 
may appear quite reasonable. watching manage- 
ment make decisions, however, clear that de- 
cisions are not arbitrary they often appear 
the foreman. Nevertheless, two things stand out: 

agement apt have extensive and often unfore- 
seen effects upon the work situation and upon the 
foreman. 
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That even where the effects are anticipated, 
management often fails explain the reasons for the 
action totake steps toreassure assist the fore- 


THE FOREMAN AND THE WORKERS 


The foremen often show some 
their relation with the workers, and many have de- 
veloped definite ideas how foreman must act. 
Often uncertain what constitutes "real" 
leader; wonders "Should good guy and mix 
with people, should maintain position 
supervisor?" There seems accepted an- 
swer this question, and frequent topic 
discussion, 


There thing have wondered about. 
sometimes think I'm right and then I'm not 
sure. get right down and work with gang. 
Some people tell isn't the way for fore- 
man do, but can't see that way. 
just walk aroundthe room all the time, not doing 
anything. get and some the things 
myself, the time goes faster; and think the peo- 
ple have more respect for you, too. know, I've 
been called the carpet for being too friendly 
and associating with people, but think did 
right, don't you? 


This job's damn important me. That's 
why I'm spending much time just trying get 
acquainted with everyone and learning what goes 
down here. these people don't have the 
feeling that know what it's all about, they're 
never going work for me. 


You've got have loyalty, but most them 
don't know what that What none these 
people have had discipline. that don't 
mean holding their noses the grindstone. That 
idea has long since passed out the picture. 
mean that they should have some idea or- 
der and they should have respect for 
the man they're working for. 


This business thinking that your people 
are for The only way 
you're really going get things done have 
them feel that they're working with you. want 
people feel that they can come and 


talk about anything; and that's the way 
you lot personal things they've come 


interesting note that the position that 
the foreman takes this question often reflects the 
general attitude the plant which works. 
the atmosphere inthe plant formal with little give 
and take between levels, feels necessary 
maintain his authority and will cite cases show 
that "if you treat people too nice they'll walk over 
you." the atmosphere more casual with consid- 
erable informal exchange and down the line, his 
authority often rests more lightly upon him. 


RESISTANCE CHANGE 


One thing which management some- 
times comments the tendency the part some 
foremen and even some organizations cling 
the old ways and refuseto accept the new. This may 
range from passive resistance which there 
general indifference the new ideas that nothing 
ever done about them active denial the value 
the new. some cases department may 
constantly alert defend itself against anything new 
whether comes from engineers, accountants 
personnel people. 

certain amount such resistance can 
probably always expected. Certainly any change 
means period difficulty and adjustment and the 
average person prefers keep everything running 
smoothly the customary grooves. Where the re- 
sistance excessive, however, the foremen often 
show management, feel that they 
are subject arbitrary demands from above and 
that they are given consideration. Then manage- 
ment complains about the "old fogies" and talks about 
the need for proper training. 

many such cases, 
does not solve the problem. seems that the real 
problem lies the relations between the foreman 
and management rather than inthe state knowledge 
the foreman. these situations all the attempts 
foreman training usually have little effect 
changing the attitudes behavior foremen and 
always fall far short the hopes management. 


THE INSECURITY AND ANXIETIES THE 
FOREMAN 


Againand again interviews the foreman 
express uncertainty and anxiety they 
stand with their superiors. Sudden changes take 
place and they worry about their future and wonder 
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they should start looking around for another 
place. 


They you hanging out limb. 
walked here Monday morning, and they told 
that this whole set-up was going trans- 
ferred. Not word was said about be- 
fore. That's hell Apparently they 
forget all about the things you've done around 
this place for twenty-five years. gets damn 
discouraging. worked like hell for nine 
months, getting this job whipped into shape; ev- 
eryone worked overtime; and was down 
here most the Sundays. Now where 


this statement the cry that "not word 
was said before" important. Nearly every 
foreman can tell cases where important changes 


take place, but management fails either 


them with him eveninform him what expect. 
least should kept informed, and certainly for 
his own prestige important that able 
explain things his workers. fact, one the 
problems union shop the fact that often the 
workers know management decisions before the 
foreman his superiors. And, many 
cases, must get his information such matters 
through the shop steward instead from manage- 
ment. 

Another sore point many plants the 
matter foreman's pay. There they have been 
classed executive and are not paid overtime, they 
themselves working longer hours and car- 
rying more responsibilities than ever and yet being 
paid little more, and sometimes less than the men 
they supervise. This turn lessens the prestige 
the job and makes them wonder where they stand 
with management. 

While the foremen have been discussed 
uniform group, obviously there are actually many 
differences among them. For one thing, there are 
Significant differences arising out experiences 
and training with variation between the old-timers 
with wide experience many types situations, 
the old-timers whose experience has been limited 
only few types work, the newcomers with 
limited experience, and little training, the new- 
comers with formal training. 

general, seems the old-timers, 
whose experience has been confined one industry 
and whose formal training very slight, who mani- 
fest the most insecurity and feel most keenly any 
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their position authority. one them 
put it: 


These kids are smart, too, and they're 
learning things now that are going put them 
far ahead old bucks that just won't have 
suppose management will just slow- 
push old-timers the background, and be- 
fore know we'll shelved. 


These men are inclined defensive their po- 
sitions and react sharply management's formal- 
ized controls "new-fangled ideas." The foreman, 
who expressed himself strongly about the super- 
visor being "bumping post," jumped his own de- 
fense explaining the work done his department: 


really got out production here, and 
don't think that I've slowed down any all the 
atthe job. There are sever- 
records around here that they'll have shoot 
for. guess that'll something that I'll leave 
behind remembered by. 


Another old-timer expressed cynical- 
about the question "getting 


That's the question that all the bosses 
ought asking themselves. What does make 
good foreman? far I've been able 
tell, since I've been working, it's 'who you 
and not you know' that was talk- 
ing wife about when were our va- 
cation, and said that the only way man could 
get ahead was have friend relative 
the front office; and really believe I'm right 
about that. 


somewhat different fashion, the rela- 
tive newcomer, whose chief source ap- 
titude and ambition, inclined manifest feeling 
insecurity. strongly conscious his lack 
formal training, and not uncommon hear 
him say: "You might well make hay, while you 
can. knowdamn justas soon this war's 
over we'll all back the machines the 
bench; you might justas well get all you can now." 

might expected, the old-timer with 
broad experience and the newcomer with formal 
training seem much less concerned about the 
course events. They seem normal amount 
griping about "the state the nation," but they 
seldom reflect attitude being "pushed 
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war situation, one young foreman 
said: 


know we've had lot trouble since the 
war began. There's been anawful lot pressure 
put management, and that it's been good 
for know that I've learned lot since going 
through this experience. taught lot 
that can't dictatorial and run things with- 
out taking the other fellow into consideration. 
That might sound sort funny hear say 
that, but had experience the other day 
that really opened eyes. had fellow who 
works for tel! that when came here, 
couldn't stand me, but that really likes 
work for now. 


was observing the behavior and ac- 
tions these foremen and not listening them 
talk that suggested the relative significance their 
attitudes the relationship between themselves and 
top management. The more secure were those who 
had the most frequent interaction and exchange with 
their superiors. When uncertain about their job 
their position, they were apt their superior 
with their worries and would reassured. the 
other hand, those less secure were the ones who had 
infrequent contacts with their superiors, and then 
chiefly business. These were reluctant approach 
their superiors with their problems and instead 
"having things out" just sat back and worried. 

clear that under present conditions 
the life the foreman difficult and impossi- 
ble relieve him all the pressures. equal- 
obvious that often feels that management has 
let him down; that those should look for relief 
and reassurance are indifferent his problems and 
critical his performance. And also clear 
that is, both his feelings and fact, quite cut 
off from the higher levels. 


Much problem can expressed 
problem communication. The foreman often 
misunderstands and resists the decisions from above 
because not kept informed. Outstanding fore- 
men have been observed agony apprehension 
their standing because they did not know the 
basis which they were judged. 


You wouldn't mind the grief much, 
you felt that someone was really appreciating 
your work. they'd give you little recogni- 
tion, wouldn't bad. one ever thinks 
about coming around give you pat the 
back. 


The thing that gets you down that you 
don't hear how you're being evaluated... 
things now stand, they (the superiors) have actu- 
contact with here only about twice year, 
and then when they come in, it's only for 
couple days; and they're interested hearing 
only the high spots; don't feel that great 
deal accomplished. 


Foremen ask, "How can the boss judge 
when seldom sees us?" And this complaint be- 
comes stronger the larger companies with many 
levels authority where "your own boss may know 
but it's his boss that makes the decision." 

sum up, the foreman today finds his 
supervisory job more difficult than ever before, and 
the same time does not know where stands 
with management, feels that management does 
not understand his problems. this situation, 
feels insecure and full anxieties. Facing new 
pressures with such inadequate support, hardly 
surprising that unable the supervisory 
job management expects him. 


CONCLUSION 


has been the major forces 
cohesion and disruption the work situation are 
found human relations and that the behavior 
the first line supervisor may largely determine the 
extent cooperation friction between workers and 

The skillful supervisor builds cohesive 
work group. thinks and acts terms team- 
work, builds free and informal system 


two-way communication between himself and the 
workers. does good turns for them, unobtrusive- 
ly, natural part his behavior, and they re- 
ciprocate. originates action for them with con- 
fidence and decision. 

One the most salient characteristics 
the effective supervisor that thinks terms 
two-way adjustment between himself and his 
subordinates. does not expect subordinates 
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adjust him simply because has authority over 
them. knows that effective must win 
their support, and knows that that support can 
only won through human relations. able 
think and act terms the sort human relations 
picture presented here. 

Furthermore, knows that the behavior 
and attitudes his employees can changed, when 
that desirable. knows that can take appar- 
ently hostile workers and turn them into conscien- 
tious and cooperative employees--if establishes 
the right sort humanrelations with them. Instead 
trying simply lay the blame for shortcomings, 
thinks terms human adjustments. 

Throughout this discussion, have made 
mention the question how strict lenient 
supervisor should be, for find that the supervisor 
who judges his performance primarily those 


not doing effective job. There are many 


supervisors who know quite well that they are un- 
popular with their subordinates, but them- 
selves saying that they have order en- 
force the strict standards performance they be- 
lieve in. The implication that they were willing 
lax about their work, they could popular. 

Sucha viewpoint fundamentally unsound. 
have observed supervisors who were rated 
strict their subordinates yet who were also highly 
popular. And have observed lenient and lax su- 
pervisors who were not popular and respected. 
clear that the supervisor cannot become popular 
being strict lax with his employees. 
Whether wins their loyalty will depend upon the 
sort human relations builds between himself 
and them. 

The the industrial organization 
rests primarily upon system personal loyalties. 
That not the worker who has had satisfac- 
tory experiences withthe people company over 
period time develops abstract loyalties 
tothe company, its name, its buildings, and its prod- 
ucts, and these loyalties may strong enough 
survive several ineffective supervisors. However, 
the long run, loyalty the company dependent 
upon loyalty the people and can only built 
out personal loyalties. 

Some executives would prefer not rec- 
connection. When supervisor quits and 
several workers follow him out the company, the 
manager may Say, "That just proves that the foreman 
was only building loyalty himself. had built 
loyalty the company, those men would still 
with 
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Now, the workers were divided into two 
cliques, one them specially favored the fore- 
man, and the workers who quit were from that clique, 
then management has legitimate cause criticize 
the foreman and may indeed better off without 
him. However, all the workers were strong for 
the foreman, then management can hardly regard 
such loyalty liability the company. Instead, 
foremen the same sort ties loyalty that the 
workers felt toward the supervisor this case. 

see, therefore, that even while talking 
about relations and workers, 
cannot solve the problem building morale and 
teamwork among employees without considering the 
problems the foreman faces relation manage- 
ment, 

have seen that the foreman has been 
faced with number difficult adjustments. Rapid 
technological changes have taxed his ability the 
utmost. hadto get along with many new work- 
ers and new groups workers. The growth la- 
bor unions has greatly restricted his freedom 
action dealing with workers. And finally has 
been under greater pressure than ever get out the 
production. 

result these conditions, the fore- 
men feel that their place and status the organiza- 
tion changing. Instead going ahead greater 
security and prestige, they are slipping backward, 
And when everything the work situation 
conspires make his job more difficult, the ones 
feels should able look for support 
times trouble, his superiors, are becoming more 
inaccessible and more Out this grows 
increasing anxieties and dissatisfaction; the feeling 
that the job not worth the effort, that their only 
hope lies organization their own level. 

Management considers the foreman part 
management, but the foreman does not know where 
stands. told what do, and seldom 
consulted his superiors. many cases feels 
that just "bumping post" between management 
and the workers. Working under such pressure and 
with such anxieties over his position, the foreman 
not able his job full efficiency. 

What canbe doneto improve the perform- 
ance the foreman? 

may useful teach foremen some 
the fundamentals human relations have been 
discussing them here, but such instruction alone, 
matter how skillfully given, will not begin meet 
the Like other people, not learn 
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how behave through reading books attending 
They are influenced primarily their ex- 
perience human relations--and they are most re- 
sponsive the behavior their superiors the or- 
ganization. 

Good not simply matter 
the relationship betweenforemen andworkers. in- 
volves the whole industrial organization, from top 
bottom. the responsibility the executives 
build organization whichforemen can supervise 
effectively. Only under those circumstances will 
foremen able profit from studying the techniques 
handling human relations. 

While have been discussing effective 
supervision the relations between foreman 
and workers, should emphasized that the same 
general conclusions apply tothe relations between ex- 
ecutives and line supervisors. 

Thetop executives can conduct themselves 
improve the quality supervision all down 
the line make effective supervision 
workers virtually impossible. 

Suppose top management puts pressure 
foremen maintain their dignity aloof from 
the workers--as many managemenis the mis- 
taken belief that such conduct necessary build 
respect, Then the foreman cannot build informal 
contacts with workers and them good turns with- 
out jeopardizing his chances advancement, not 
his position itself. 

Suppose top management very active 
issuing orders but makes provision for upward 
communication from line supervisors. Then the 
foreman cannot encourage the workers come 
him with complaints and suggestions, because 
knows very well that can't anything about 
workers know too, they lose in- 
terest talking him. 

Many managements have recognized the 
gulf that has grown between themselves and their 
foremen and have tried bridge sending out 
pamphlets, form letters, and other literature ex- 
plaining management's policies and point view and 
discussing the functions the foreman. Such 
approach generally ineffective, and 
cases whichthe circularization was hotly resented 
the foremen. 

Itis devise more persua- 
sive channels one-way communication from man- 
agement foremen when the great need for the 
development free flowing channels two-way 


Such communication essential for build- 
ing the morale the foreman group. 

Where decisions are made and expected 
carried out without discussion and preparation 
and down the line, morale foremen apt 
Where problems are discussed and foremen 
are allowed express their ideas before decisions 
are made, even where any change presented 
personally and explained beforehand,morale better. 

the extent which exec- 
utives show that they recognize the problems the 
foreman, Itis not enough for them aware the 
foreman difficulties. They must let him know 
know. This canonly come about through fre- 
quent contact and discussion and through careful at- 
tempts keep asto what back de- 
cisions. 

Finally, the amount direct and friendly 
contact with superiors Frequent con- 
tact, especially friendly and helpful, lessens 
the anxieties and opens the channels for freer com- 
munication. always easier tell your troubles 
someone you know and who friendly. If, how- 
ever, the superior tends policeman his con- 
tacts, always faultfinding making demands, then 
frequent contacts lower morale. 

Unless the line communication clear 
obstructions every level, the first line super- 
visor cannot function maximum efficiency mak- 
ing human adjustments. Effective supervision be- 
gins the top. does not begin there, use- 
less expect much through supervisory training 
through building the personnel organization and its 
functions. 


SUMMARY 


understand the foreman's problems, 
need observe him his relations with the 
workers and also his relations with those above 
him the management structure. 

Turning first his problems super- 
vising workers, analyze the human elements 
effective supervision under four headings: 

The skillful supervisor thinks and acts 
terms teamwork. builds cooperative rela- 
tions not only between himself and the workers but 
also acts stimulate cooperation among the 
workers. 

builds free and informal system 
two-way communication between himself and the 
workers. 
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ity between himself and the workers such that there 
easy give and take the matter helping 
each other. 

Heoriginates the workers with con- 
fidence and decision. 

The foreman today faced with number 
difficult problems which make difficult for him 
handle his workers skillfully. Rapid technological 
changes have taxed his ability the utmost. has 
had get along with many new workers and new 
groups workers. The labor unions has 
greatly restricted his freedom action dealing 
with the workers. And finally, has been un- 
der greater pressure than ever get out produc- 
tion. 

The foreman might able cope with 
all these problems felt secure his relations 
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his superiors. Management says that part 
management, but does not know where 
stands. told what and seldom con- 
sulted his superiors. many cases feels that 
just "bumping post" between management and 
the workers. Troubled withsuch anxieties, not 
able function with the efficiency management ex- 
pects him. 

The performance the foreman can 
improved management applies its dealings with 
him the human elements effective supervision, 
which have here especially im- 
portant the foreman's morale that frequent- 
consulted his superiors and have changes pre- 
sented him person and discussed with him be- 
fore they put into effect. For the morale the 
organization, effective two-way communication 
important every level. 
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